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HEROHAHDUM FOR RECORD
BURJECT s he Hature of a CIA daster Flan for Production
REFERENCES 1 ¥y memoranda for record:

{a) Departumental Participetion in the Ireparstion
of CIA Reports and Fstimates, 7 Ovtober 1549

(b) The Iuportance of a CIA Hester Plan Tor Pro-
duetion, 1l October 19L9

{¢) The Requirements of a CIA Master Flan fr
Productien, 2L October 1949

1. The purpose of thils paper is to supplement fieference (e¢) Wy
discussing in somewhat more detall what a CIA mester plan for produce
tion should or might be like. It ig recopgnized at the outset, how-
ever, that any speculation in this vein by a staff officer 1s highly
subject to error, and that only the producing corponents of CIA have
the expericnce requisite to a full development of the concept of &
master plan, Thia discussion is presented si:ply to clarify the cone-
copt of the writer of this series of memoranda., For these reasons,
no concrete conclusions are resched.

2. The foremosi characteristic of a CIA master plan should be
its slasticity, paorticularly in the early stages of iis spplication.
As experience bullt up over a period of tine, more and nmore detall
could be programmed, and the characteristic of elastlelty would de-
erease in importance relative to the amount of detail coversd, hut
elasticity should remain the foremost characteristic, Tt must be re—
membered, nevertheless, that "elasticity” does not imply a sacrifice
of form; the plan must not e Just yleldingly amorphous.

3. To put the concept of flexibility in another way, a UIA master
plan for productlon should be so conceived and so composed that it
would constitute s skeletal framework which would endure as long as the
besic global situation. OUpon this framework would be huny the develop-
ing substance of prograns derived from the plan, but responsive to the
play of international forces.

ke The central basis for the plan should be the result of both

analysis and synthesle of the fragnentery guidance furnished by the
warious agencies vhich are conmumers of CIA produced intellience, the
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component fragrents being logleally arrangsd and rationalised and made
into one whols by interpolation, sall in the light of CIA's om satinate
of the glotal situation, The phrase "fragmentary juldance” is used
begeuss experience indicates that the fragmentary le all that can e
expected alon; these linesy actually guldance mey never be received
except in the fornm of requests over & period of tlme, on the basls of
which futurc requeste can he predicted. The agencies from which (TA
should seek juidenee are prireipally the Mo, the NORB, and the Te-
partaonts of State and Tefense, %The subject of suldance will bhe dis-
cusged further in a subsequant paper.

5, BSuch a bamlc eoncept, corditioned by owr state of Mnowledge
of the various parts of the world, should lead naturally to the presen-
gation of a broad plan for CTA cormprehensive production. Az 2 preface
to this plan, there should be atated in broad terms the production
mission of CIA, which must be composed s¢ as to cover vhat prectice
has shown 1s required %o be produced in order to fulfill CIA's re-
sponstbility under the Mational Security Act of 19h7 for the produciion
of "mational" er "strategic" intelligence. The plan should outlire the
fialds in which CIA ie required to produce nationsl intelligence, should
sstablish srea priorities, and should explain the scope of raports and
astimates of thic nature and the point of view {nationzl security verpus
departmental responsibility) from which they are approached, “he plan
should also outline the way in which CIA would utilise primary reports
and estimates (T4 and departmrntal) as the raw materlal for cowmprehen-
sive production.

&, The next phase of the master plan would turn to the TAC agen-
cles for support of the CYA plan for comprehensive production, Trom an
snalysis of ithe substentive corpetence of the several YAC gpencies would
stes plans for prinary production for each, limited strictly to vhat is
desired by CIA in the way of support. Iach agency plan ghould be
prefaced Iy an appropriace statement, again in brosd terms, of extra-
departmental respormibilities to CIA For primary produetion., Fach plan
should cover genersl subject snd area pricrities, as well as the scope
of reporte snd estimates to be programmed and the point of view from
whioh 1t is desired they be approached,

7. Having exhsusted the potentialities of the departments ‘or

v production, the mester plan would proceed to fill the paps at
this level with a plan for CIA primary production. Thus the sum of all
contemplated primary production vould equal the total support recuired
by the plan for CIA camprehensive mroduction. Any primary producticn by
CI4 in fields of cormon c¢cnesrn would be plenned in the same spirit as
the effert to £111 pape, since sgreenents that (Ti should undertake such
production would create arbitrary caps in departmental productiorn which
CIA would simultanecusly procsed to ill.
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8. After presenting plans far CIA comprehensive production and
departinental and CIA primsary production, the master plan would under=-
toke & cortals awount of actual programuing of voth CIA and departmental
production. The extent of programalng to be undertaken would vary in
two respscts, Iirst, it would vary in respect to clapsed tlme alter
the date of inception of the plaz, in that as experience grew through
spplication of tne plan, more and more programming could be provided,
Second, the extent of programuing would vary in respect to two gate-
gorles into which productian, beta primary and comprehensive, could be
divided fram the staudpoint aof CIA ability to foresee requiremants,
These two categories ares (1) those reports and estimates, the require=
ments for which can be foreseen well in advance, and (2) those reports
and estinates, ‘he requirements for wiich are relatively difficult to
foragee. Tach of these catesories is discussed separately below.

Y« As for the first category, the subject mstter and covers e
would in general be comparatively fondamental in nature, In faet this
category would include the basic intellizence production of the ;IS
Progran, plus other less slatic productlon, including both reports
and estimates, Although not irue of all itens, much such inielld _ence
takes conglderable time to produce as well as belng of long term appli-
eation. CRE 17-L9, "The Strategic importance of the Far jas2,” is an
exasiple of CIA couprenensive production which would fall under this
category.

10, Under the first category there is a major subdiviasion which
mdght be referred to as "periodic reports and estimates.” Such produce—
tdon would comprise that required to keep current owr national eszizate
of thobe aspecis of the iatermational situation which, althouh fundaw
mental, are fluide The CIA share in this sub-category woukl include
such periodic swmarisa or reviews or estimates of the current situa-
tion in various areas as it became desirable to publish. (JA showldd
also prepare periodic estinates of the future national capabilities
of owr most likely snemles and owr major allies. Very lmportant under
this sub~category would be the Ainary production required by CIA to
kesp sbreast of those fluld aspects of the international situation
within the sphere of the Lil agencies. The best exsmples in this sube
category are in the military field, Tor instance, perlodic reparts
would be required fron e Lepartuent of the Army on the order of battle
of the ground forces of selected natious. Thus CIA would be kept ine
formed of all importent changes in the disposition of major units, the
composition of major concanca, e conpesition of the higher commend
and staff hisrarchy, ete, Ieports of this natwre night be required as
often as monthly for sume patlons. reriodic estimates would be required
from the Lepartment of the ‘rgy of the fi hilng quality and capabilities
of the grownd forces of sclocted natlons for the same reasons, although
perhaps not so often,
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11. Reports and estivates in the first category could be rather
extensively projrammed, since the reguirements could be foreseen. He-
quirecents for the second category, however, would he somewhat more
dlffieult to foresce, Propremming would therefore be more limited in
peint of projection into the future, yet because most such production
would be required for prampt use, requirements would be relatively nore
specific and detailed than thoes pertaining to the other category. The

would be subject to fregquent or periodic revisions and additions,
whieh should, however, be systematic.

12, Of course, there w11l always be that production not inecluded
in the cate ories descrihed above, the requirements for which carnot be
foresesn &% all. The master plan should provide a means by whieh CIA
could cbtaln departmentsl suppert in response to unforeseon requirements
placed upen CIA by proper avthority (see paragraph 12 ;, Teference {e)).
In this respect, the clarifisation afforded by the plan of the general
requirements of CIA for deparimentel support should facllitate meeting
econtingencles.
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